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REVIEW OF EDUCATION AND TRAINING FOR OFFIéERS

"ANNEX M
OFFICER COMMITMENT

1. PURPOSE. Sinceeducation, training, and commitment are
interdependent and coequal determinants of officer effective-
ness, the purpose of this Annex is to add the dimension of

officer commitment to the education and trainirgz review
effort.

2. COMMITMENT. An effectlve Army officer may be described

as one who is trained in the skills he needs to accomplish
his mission competently; one who is educated in the know-
‘ledge and insights necessary for successful mission accom-
plishment within the context of broader organizational goals;
and one who is committed to do his duty faithfully and well.
The appendix to this annex provides a comprehensiva review

of officer commitment, as it relates to ocfficer effectiveress
in the 1985-1995 tlme—frame.

a. Introduction. Organizational commltmenc, in terms of
human behavior, is described.

b. The American Society. Significant trends and value
shifts likely to oocur in the American society in the next
25 years or so are identified.

¢. The American Army. Important professional and societal

changes taking place in the Army and ‘their implication for the
future are discussed.

~d. Commitment Assessment.|The state of Army officer commitment

today is assessed.

3. RECOMMENDATIONS. The following‘recommendations are made in
Chapter V of the appendix:

a. Commitment Emphasis. Place direct, explicit emphasis on

officer commitment at every Army level, with the primary and
initial thrust coming from the |top leadership of the Army.

b. Sociaiization. Place special emphasis, in terms of
socializdtion, on the quality of early experiences of each new
Army officer, to include his basic education and training, his

first duty assiguments, and ~hd people who will be his role
models during this period. '
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c. Military Professional Knowledge. Identify and assemble

. into a cohesive, usable body of military professional knowledge
at least the following: Military standards and ethics, military
history and tradition, militery roles and missions, publxc
service aspect of military profession, self(internal) regulation
aspect of military profession, tradition of the practlce of mil-
itary science as a calling.

d. Commitment Impact Assessment, Require that a formal
assessment, of the impact on officer commitment accompany  each
recommended change of personne; policies and procedures to'the
decisionmaker.

e. Need for Positive Reinforcement. Until such time as a
system of commitment assessment is established, assume that
there is need for periodic positive reinforcement of Army officer
commitment when deciding whether or not to change or establish
personnel poalicies or programs.

f. Philosophical Wricings. Develop the following bhilosophical
writings for direct provision to each member of the offjicer corps:

(1) Army Values and Goals (mission, professional,
qualificational, ethical). :

(2)  Army Ethical System Construct (to include at leact
the following three components: the ultimate principle toward
which the efforts of the profession and its members are to be
directed, the values to be ‘employed in pursuit of the ultimate
principle, and the ethical system within which the values are
to be employed 'to make value choices and decisions).

. g. Military Professional Standards. Institute a system of
explicit professional standards, which are keyed to several
.important points of n Army officer's career. (This recommenda-
. tion appears elsewhere in detail in RETO recommendations.)

h. Internal, Written Argrumentation. Encourage and reward’
internal, written argumentation within the officer corps on
such subjects vital to the survival of the Army ds fragmentation
of the officer corps, the Army as a "calling" or an occupation,
professional ethics, social changes within the Army community
and within the Army work environment, and the Army of therfuture.

i, Commitment Monitoring and Measurement. Develop and implement
a scientifically valid system to monitor, measure, predict, and
influence commitnent of Army officers. Such a system should
have at least the following components: ’

M-2




(1) Capability to monitor and to anticipate broad

“societal (American and Army)trends (e.g., value shifts) having
an impact on commitment.

(2) Capability to ascertain values of Army officers. .

(3) Capability to articulate/focus Army values and value

systems.

(4) Capability to monitor/measure state of officer
commitment on a regular, continuing basis.

.5) Capability to monitor the impact on commitment of
promulgation 'of indijvidual Army policiec and practices (See d,
preceding) .

(6) Capability to contribute in nontraditional ways -
to officer socialization.

j. Commitment Staff Responsibility. Assign specific respon—
sibility for policies and programs to monitor, measure,
predict, and influence commitment of Army officers to the
- human resources development element of the Department of the
Army Staff

k. Broad Societal Trends. Develop a capability to monitor
and to anticipate broad societal (American and Army) trends
(e.g., value shlfts) having an impact on commitment . (See i o
(1), preceding.)

1 Appendix

1. Officer Commitment
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CHAPTER I. ' INTRODUCTION

" A Frame of Reference

In the next 20 years, extraordinarily heévy demands upon
the United States Army to do more with less are expected to
continue. Its.leaders, the Army officer corps, will continue to
bear the bruat of these demands, as they attempt to lead
mehmth@atM&uofgwhruﬁmwr%mmﬁﬂkh&
ambivalent public support, increasingly close supervision by
civiliar leaders, competition for scarce resources, and internal
professional reappraisal toward necessarily increased effectiveness.
The effectiveness of the American Army in carrying out its
wartime or peacetime missions--under varying kinds and degrees
of stress and in continuous compliance with the will of the
American people~-—is directly related to the state of education,
training, and commitment of its members. ‘
Education and training without commitment may be nct worth
the investment; commitment without educatici. and training may
be not worth the risk. Respected institutions of learning
know that motivation is more reliable than intelligence and know-
ledge as a predictor of the gnality of one's eventual contribution
to society. Conversely, wise leaders recognize the propensity
for fanatigism among followers who have a narrow understanding
of the goals to which their strong commitment is attached. For
very practical reasons, failure to apply such lessons to the
profession of arms would be imprudent.

Soon after the Review of Education and Training of Officers
(RETO) began, it was recognized that there is a triumvirate of
interdependent and coequal determinants of officer effectiveness,
only two of which were addressed in the RETO mission. In order

. that the review be accomplished with the broader context clearly
in mind, the third determinant, commitment, was incorporated
‘into the review effort. Futther, since review of education

and traiaing was to be directed at the 1985-1995 timeframe, to

. the extent feasible, study in the area of commitment has been 1

undertaken with a similarly futuristic orientation. The pages . . ;
that follow provide an overview of the study of officer
commitment.,

3 e d e A b 8

M-1-1

\
iy . . T
WWMMK-& Lk s s

WL o . S e
R P R B Y L




Commitment

1

An effective Army officer may be described as cne wha is

trained in the skills he needs tc accomplish his mission competently;

one who is educated in the knowledge and insights mecessary for
successful mission accomplishment within the context of broader
organizational goals; and one who is committed to do his duty
faithfully and well. Commitment helps assure that reasonable
return is received for investment in education and training.
Reciprocally, adequate and relevant education and training
reinforce and enhance coumitmeunt.

Commitment is important in analyzingy the effective Army
officer because commitment is an important predictor of behavior.
To understand what mak2s a person act as he does, it .s helpful
to look ac motivational phenomena in terms of two major factors

and the way they operate in an intimate and inseparable
relationship. :

Needs

Certain physiological, social, and ego or personal needs
are basic to each individual and account for a significant
portion of all purposive behavior. Lesving aside physiological
needs, the most demanding arz the mneeds for security, belongingness,
self-respect, and confidence. -In atteupting to meet these needs,
an individual is trying to bring about or maintain that state
of affairs he believes most likely to give him a satisfactory
existence, as he' perceives it. He does so by employing those

ways of acting which have proved useful to him in the past.

Although separate, the needs for self-respect and confidence

~are interrelated and can be discussed as two dimensions of a single

need. Self-respect, in large measure, is traceable to one's
confidence in his own ability to perform well and to his

iperception that -his perfcrmance contributes directly to

accomplishing the larger organizational mission or gaal.

Education and training dre particularly importaat in developing
and maintaining self-respect and' confidence. If adequately
educated and trained, ocne is more likely to have confidence in .
his ability to perform satisfactorily. Further, if the edu:ation‘
and training are re¢levant to Army needs, one is more likely to
feel confident of contributing directly to successful mission

acromplishment, as well.

M-1-2
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Goals are important to the indiviaual only as thei satisfy
his needs. Therefore, it is important that the goals of the
organization are such that the individual can satisfy his
needs through their pursuit.

When the foregoing circumstdnces are favorable, the
individual functions in a climate conducive to his achieving
success in his own way. Feelings of self-respect and
confidence are reinforcéd further as a result. When the
foregoing circumstances are unfavorable to a marked degree ,
the individual may shift the focus cf his commitment from
organizational needs to his own individual needs.

Values

. To look at motivational pheromena another way, one may
turn to those factors of individual behavior which are residues
of experience~-habits, learned tastes, ideals, and values.

Important to the subject’ of commitment is the factor of
values.

Values probably are acquired by several different processes.
Children uncritically seem to -adopt some from their pareants, from
other admired adults, and, to some lesser extent, from
larger social groups. Other values may be accepted by way of
conscious and deliberate learning and the weighing of issues
in an attempt to find deeper meaning. Sometimes, values are
changed through intense experiences. They also change to )
some extent as za individual matures. But whatever the piocess,

its most important element is personal experience and personal
interpretation cf experience. :

The value pa:tern of an individual may be described as
one which places highest worth on those conditions ¢f life which
have contributed to nis well-being (not necessarily physical
well-being), as he concelves it. Those conditions tend to become
- cherished as desirable conditions of living. Put another way,
values may be thought of as the criteria of success for an individual.
Life is a success whan it incorporates those conditions he cherishes;
a failure when those cherished conditions are impossible to ‘attain.

An individual tends to affiliate himself with an organization,
the values of which are compatible (not necessarily identical)
- to his own. Further, one can be satisfied to live side-by-side
with differeat, but compatible, values held by the organization.
1f, on the other hand, the individual perceives that the vaiues
of the organization are markedly and persistently incompatible

" with his owm, frustration, conflict, and eventual alienation
can occur, .

M-1-3
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Attitudes

It is hard to draw a constant distinction between values and
attitudes. Values have to do with ends, whereas attitules are
expressed toward means. An attitude is a specific phase of
behavior, and attitudes can be described as. interrupted and
suspended responses to situations. Thus, attitudes represent
behavior while it is still tentative. Just as skills and
knowledge are learned, to the extent that attitudes derive
from experience, they are learned, dlso. (The relationship
between values and attitudes has been simplified for ease of

discussion. Figure I-1 prov1des a more descriptive visual analogy
of the relationship.*)

Socialization

An individual's life may be viewed as a series of passages
from one role to another. Arnold Van Gennep calls the activities
associated with such passages, 'rites of passage."2 1In each
-instance of passage, socialization takes place.

Socialization, therefore, takes place repeatedly durlng the
lifetime of an ind1v1dual Indeed, Edgar H. Schein describes
the process as ubiquitous.3 It is the natural consequence of
undertaking new tasks, pursuing new goals, associating with new
groups, and the like. It happens so often that the tendency is
to overlook it. - o

Of specific interest here is the process of organizational
socialization, the process of "learning the ropes" in an
organization new to an individual. It is the process by
which a new member learns:those values, norms, and behavior
patterns which, from the organization's point of view, it
is necessary for any new member to learn. This learning, as
Schein says, is the "price of membership."4 The new member's
socialization will be an intensely personal experience and will
take place naturally, if conditions are right. And the effectiveness
of the socialization process will determine the commitment and
loyalty of the new member.

. The speed and effectiveness of sorialization depends upon
two factors, ‘the first of which is the degree of prior soclaliza-
tion. If, prior to his 'entrance, the new member has assessged
the organization correctly, the socialization process merely
involves a reaffirmation by the organization-—through various
informal and form: 1 means--of the values, norms, and behavio:
patterns he had anticipated. if, on the other hand, the
rew mexber has assessed the orgaaization incorrectly, the
procesgs oi socialization will be more gradual.
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. -~ ?7\ Figure I-1: A Visual Analogy

C:I; ~ir ) . (“f)> of the Relationship Between

C D) Beliefs, Values, Attitudes,
end Opinions,l

Opinions

Values

Beliefs are strongly held and. L |
can be thought of as the roots ! |
of a tree. Values are strong- :
ly held us well, althouzh lese - 3
w0 than beliefs, and can be
thought of as the tree trunk.
Attitudes are more temporary,
as are the leaves of the tree.
Opinions are the least strong-,
ly held of the four.
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Douglas T. Hall groups the activities associated with
socialization into three phases: separation, initiation, and
incorporation.5 Schein takes a similar approach, but describes
the phases in somewhat less categorical terms: a destructive
or unfreezing phase, a phase in which thz novice acguireg his
new learning, and the transition to full-fledged member.” '

Whichever the approach, recent writings suggest that
socialization occurs not so much as a result of these kinds of
experiences in sequential stages (as in the case of learning)
as it occurs as the gradual, cumulative effect on the individ-
ual of all of ‘these experiences concurrently. To simplify '
discussion, the following paragraphs address each phase
separately. ‘ S

~ The separation phase, not surprisingly, is one in which
the novice is separated from his customary enviromment. This
may take the form, as in Army basic training, of the implied
disparagement of civilian status and tge psychological and

A series of events

serves to undo old values so that the novice will prepare to
learn new ones. Often, the process is unpleasant. Therefore,
either strong motivation is required to endure it, or, strong
organizational forces to make the person endure ic .8 Examples
of the latter case are the imperatives of the enlistment corn-
tract in Army basic training; the investment in advance of
tuition costs in college; and the possibility of humiliation
in certain other situations.

The second phase, initiation, involves the acquisition of
new learning.

[It]...is a highiy visible component of -
institutionalized role transition; in it, -
personal changes are focused in a fairly
- short, intense time period. During the
initiation the hclders of the-desired
role test the newcomer to determine
whether he will measure up to their
standards. If he can, he is given
public certification .that he is now

one of them. Because of this certifi-
cation, he then begins to feel more

like them; i.e., his identity has

changed to that he now sees himself.

as part of the new group...?

0f the multiple.formal and informal sources of tlhe new learning
probably the most potent for the novice is the senior members
of thioorgaﬁization, and the instructions and guidelines they
glive. . o
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The third, and fipal, phase of the socialization process is'
incorporation——the transition to full-fledged membership.
Transitional events help the new member make his new values,
attitudes, and norms a part of his personal ldentity. These
events usually signal some important added responsibility
evidence that the individual has earned the trust of. the
organization, and various titles or other symbols of status.tt

The socialization process is not without its conflictse,

however. Schein identifies three basic responses to the process

of socialization:

. @ Rebellion: rejection of all organizational values
and norms : . L

® Creative individualism: Acceptance only of pivotal
values and norms; rejection of all others

e Conformity: acceptance of all values and unorms 12

Alfred Thayer Mahan, naval historian and philosopher,
among cothers, maintained that-it is the minds of men that win
battles, not the machines of war. History offers an abundance
of examples of militaiy leaders who have vanquished foes
thought to be superior in fighting capability. An essential

- characteristic of tnese successful military leaders can be

described simply as the ability to think creatively.

~ Organizational socialization occurs only in terms of the
specific individual person and the specific organization
concerned. Just as it is useful to the individual only when
it is an intensely personal experience, it has utility
for the organization only when it occurs in the specific
context of the organization’s point of view. In the Army's
case, wnile discipline, obedience, and loyalty are essential
attributes of individual Army officers, uncritical acceptance
by officers of all Army values and norms (conformity) should.
not be. 3uch a response to the socialization process would
deny the Army the needed stimulation and vitality of an
appropriately questioning and creative officer corps.

Of the three preceding possible responses te socializa=-
tion, the first would represent a failure of the socialization
process for any organization. For the Army, the third
respcnse (confcimity) would represent failure of the process,
as well. It 23 the second response, creative individualism,
which should he the Army's goal. Somehow, the Army should
strive to avoid evoking tc*al rejection by the individual officer,
on_the one hand, and to avoid rewarding only conformity, on the
othrr.
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Psychological Success

During the first few years of a managewent~level novice's
career, a series of interrelate: changes accurs in work
attitudes and performance which Hall calls psychological
(self-perceived or intrinsic) success. He hypothesizes
that the phenomenon occurs as outlined below. '

- o For all managers, the need for achievement and
esteem increases over the years they .are with the organization.

e Managers who have met'high standards of performance
will be rewarded extrinsically, with promotions, piy
raises, and the like.

e These managers have achieved a lot and have been
given additional responsitility. Their satisfaction with
achievement and esteem, therefore, increases and becomes

significantly greater than that of their less successful
colleagues. ) ’

e Perhaps as a result of their greater satisfaction
with achievement and esteem, they become more involved in their
jobs. By the fifth year, their work is significantly more
central to their overall need satisfaction than is the
work of the less successful group.

e With increased job involvement, they become more
likely to achieve success in future assignments than members of
the less successful group. They have become caught in an
upward spiral of success.

While psychological success may not be the type of success
which is perceived by other people, it will be perceived by the
person, himself. Goals~directed behavior is thought to lead to

. psychological success when the following conditions prevail:

e The goal repreéents a-challenging but attainable
level of aspiration. _ '

2 The goal is defined by the persom. . -
e The goal is central to the persan's self-concept.

e The person works iudepen&ently to,achieve the goal.l3
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Following the experience of psycholegical suécess, the
person is llkely to feel a sense of increased competence and
self-esteem relative to his duties, and to engage in additiomal
goal—dlrected behavior in which, frequentlv more difficuit goals
are selected. Figure I-2 is Hall's depiction of the Psychological
Success Model of Career Develormeat.l4 It is an illustration
of an upward spiral of success.

Implications

Commitment, as dzscribed in this chapter, represents more
than passive loyalty to tue Army. If committed te his
Service, the Army officer will demonstrate-- '

e a strdng desire to remain a part of the Army;

e a willingness to exert high levels of effort on
behalf of the Army;

e a definite belief in, and acceptance of, the basic
values and goals of the Army (while still being willlng to

criticize and question specific actions of the Army when necessary),
. ond .

® a deep ccncern about the fate of the Army.ls

Commitment of an Army officer to his Setvice implies an
informal, but understood, contract between the two parties—-
the officer and his Service. There is, therefore, the obliga-
tion of the Army, as one party to the contract, to demonstrate

its commitment to the officer, as'well. In so doing, the Army
must-- :

e deal fairly with the officer as a person, and make
every honest effort to satisfy his needs and goals;

e be open about what its organizational values and

goals are, and hold to them consistently throughout its’
functloning, :

e insist upon a professional climate in which ‘the officer
can believe in, trust, and be proud of his organization, of
"his contribution to it, and of the leaders senior to him;

e - be explicit about what is expected of him in terms
of performance standards, provide him the opportunity to-
rrepare himself to meet these standards, and evaluate his perfor-.
mance honestly and objectively, in a way which contributes to
his professional growth; and
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Following the experience'vf psychological success, the
persoun is likely to feel a sense of increased comgetence and

self-esteem relative to his duties, and to engage in additional

goal-directed behavior in which, frequently, more difficult geals
are selected. Flgure I-2 is Hall's depiction of the Psychological
Success Model of Career Development 14 It is an illustration

of an upward spiral of success.

Implications

Commitment, as da2scribed in this chapter, represents more
than passive loyalty to tue Army. If committed to his
Service, the Army officer will demonstrate--

e a strong desire to remain a part of the Army;

e a willingness to exert high 1evels of effort on
behalf of the Army;

e a definite belief in, and acceptance of, the'basicl
values and goals of the Army (while still being willing to

criticize and question specific actions of the Army when necessary);

and
e a deep concern about the fate of the Army.15

Commitment of an Army officer to his Service implies an
informal, but understood, contract between the two parties—-
the officer and his Service. There is, therefore, the obliga-
tion of the Army, as one party to the contract, to demonstrate
its commitment to the’ officer, as vell. In so doing, the Army
must-- . S .

o deal fairly with the officer as a person, and. make
every honest effort to satisfy his reeds and goals;

e be open about what ite organizational values and
goals are, and hold to them con51stent1y throughout its
functioning,

v ‘e’ insist upon a professionel climate in which the officer
can believe in, trust, and be proud of his organization,.of

‘his contribution to it, and of the leaders senior to him;

e be explicit atout what is expected of him in terms

of performance standards, provide him the opportunity to

prepare himself to meet these standards, and evaluate his perfo:—
mance honestly and objectively, in a way which contributes to
his professional growth‘ and - -
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e demonstrate to him that he is a valued and valuable
Army member.

To return to thz description of the effective Army officer—
the product of education, training, and coumitment-—attitudes
are the reflection of commitment; knowledge and skills, on the
other hand, are the results of education and training, respectivelyv.
Education and training are employable as systems. In comparisonm,
commitment is a state of being. It is an important predictor of
behavior. If one considered a continuum of behavior predictors
with commitment at one end, alienation would be at the other
and apathy would be midway, in between the two.

It is necessary to keep the phrase "affective Arry officer"
in mind for two reasons. First, as indicated previously, a .
. response ta the Army socialization process other than one of
creative individualism is, in fact, evidence of failure of

the process. Neither rebellion nor conformity contributes
to Army effectiveness.

Secondly, "the effective Army officer" is a useful mental
frame of reference because the Army specifically needs comaitted
to it the most capable members of its officer corps, or a high
percentage of them. It is neither feasible nor necessary that
all Army officers be committed stromgly to their Service. More-
over, it is even less desirable to have commitment concentrated
among those officers with less than significant potential to
absorb and to employ education or training. Unfortunately, the

Army has  less than a solid track record of generating sufficient
commitment among its best officers.

‘ A finding reported in a study by Lyman W. Porter and Vance
Mitchell illustrates the foregoing point:

+so80me 700 nommissioned officers in one of the
branches...were asked to .rank-order 10 different .
behavioral characteristics (e.g., 'self-confident,'
‘cooperative,' etc.) in terms of 'how necessary
they are for success in your particular position.'
- Among the 10 characteristics to be ranked was
! ' ‘imaginative.' Consistently, i all levels (from
Lieutenants to Brigadier Genercais) this trait was
ranked as only fifth or sixti in importance. By
‘contrast, in a comparable sample of managers and
executives in business organizations, this trait was
consistently ranked first. Fnrthermore, at all
officer levels of the military sample the trait
" of 'imaginative' was ranked as less important for
guccess than was the trait of 'tactful.' Again,

by contyrast the, reverse was crue in the industrial
sample.16
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. have the- potential of producing one, or both, of uhe follawing _

‘Agglicatibns

It is clear that the individual commitment of a high
percentage of its most capable officers is an important

- determinant of overall Army effectiveness. Unaddressed

individual needs can become obstacles to the pursult of
Army organizational goals. Personal values which are
imcompatidble with those of the Army can contribute to
behavior aberrant to Army standards. And a socialized
officer who has not retained his creative individualism

promises to do no real good for the Army over the long
-term, With this much at stake, haphazard Army efforts

to enhance commitment would fall far short of what is
needed.

Education and training strategies implemented for the
Army officer corps will have a major impact on the commit-
ment of its members. To the extent that such strategies
improve the quality of education and training and. address
the mission needs of the Army, self-respect and confidence of
its officers will be enhanced. Further, to the extent

‘that such strategies are perceived to signal coatinua-

tion of an organizational Vvalue pattern with which the
individual has found compatibility, conditions potentially
favorable to his success, as he defines it, will contlnue
to exist.

Education and training, however, are not the sole
contributors to commitment. A period of socialization which,
while not contrived or manipulative, takes into full account
the experiences the young officer will have, and the effect
on Lim of these experiences, is of utmost importance bcth to
the Army and to the ofticer. Whether or not a climate is
provided during his early Army years in which he can achieve
intrinsic, as well as extrinsic, success, is of utmost
importance, also. Satisfaction of needs and compati-
bility of values dre affected also and importantly by the
various officer management subsystems arnd the rationality

" with which they are perceived to function by each individual

officer.

To realize the full implications of eliciting and
keeping commitment of individual officers, especially.

‘' the very capable ones, it may be useful tn consider some real-

life Army situations, such as those identified in the para-
graphs that follow. While doing so, it also may be useful
to realize from the.outset that all real-life Army situations

effects:
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e obstruction of the level of commitment éf.an' ‘
individual officer from reaching its full potential; or, detxvac-
tion from an already high level of commitment; or, -

e erosion of the belief of an individual otficer that

the Army is worthy of, or capable of meriting, the offtcer s
commitment.

Consider, first, the real-life situation of the new -
‘officer's first duty assignment: Tt is abundantly clear in
social science writings ila:f this may be the most important
period of his career, in terms of his commitmeat. if he is not
permitted to understand, first hand, and to internalize the
pivotal values and norms of the Army Juring that period, it
is unllkely that he ever will. 1If the.job he is given is mnot
sufficiently challenging and difficult for him that it stretches
his new capabilities to the utmost, he may come to believe
that mediocre performance is zll the Army expects of him.

In such a case, mediocre performance is all the'Army is likely
to get from him thereaiter. If the peer and senior role
models within his real perspective are not prepared to be

just that, then cynicism or incorrect values and norms, will be
learned. - :

Earlier in this chapter, the most demanding individual
needs were identified as security, belongingness, self-respect,
and confidence. Reductions in force, for example, threaten
fulfillment of the security need. Oversupervision and an
unwillingness to delegate ~uthority appropriately, for example,
haye a negative impact on self-respect and confidence. TFailure
to integrate an individual officer fully into the specific
work team as a contributing member causes the need for belongingness
to'go unsatisfied. Assignment of an officer to a duty for which
he is unprepared and for which there is little opportunity for
‘him to become prepared renders remote any prospect that he will
be proud of his contribution in that assigmment. In intensely
personal situations such as chese, it matters not that they 'may
be exceptions in Army life, and not the rule. Commitment, itself,
is an intensely personal matter, and the individual offlcer
views the Army subjectively through the. eyes of his own, intensely

' personal experience. -

As personnel subsystems become more and more complex, the
likelihood . increases correspondingly of their appearing in
specific instances to function inconsistently or irrationally
in terms of Army policy. Restriction on permanent changes
of station, for example, thwarts consistent implementation of
officer distribution policy. Despite the Army goal of training
only in.response to Army need, it occasionally becomes necessary

_to train an officer for a.specific position because officore
. already possessing requisite skills cannot be identified or
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are unavailable temporarily. In the Officer Personnel Manage-
ment System (OPMS), itself, the need to manage by specialty
skill identifier is implied. Yet, the system cannot accommo-
date management by anything more than the two-digit specialty
code.

Clearly, there is a balance to be struck between two con-
tending considerations: The advantage to be gainzd from
strongly centralized and interrelated personnel subsystems; _ .
and the disadvantage incuorred in terms of individual officer ' v
disenchantment when the policy concerned cannot be applied
in his specific case. Ironically, individual officer frust-~
ration of this sort arises most frequently from employment
of complicated subsystems designed to give him more individ-
ual attention. Regardless of the worthiness of intention,
when the appearance of inconsistency, irrationality, or
loss of control on the part of managers is the result,
loss of credibility as an organization in control of its
own affairs often follows. - :

Other kinds of situations can he cited, which appear to
individual officers to be susceptible to cynical or self-
serving manipulation., For example, many believe that officers
serving with certain activities at Department of the Army
levcl reserve the best assigmments for themselves., 1In-
the case cf the promotion system, there are those who
believe that officers who are known by someone serving on
the board stand a better chance of being promoted than those
who are not. The point is that personnel systems prone to .
be perceived with distrust, justified or not, must be '
conspicuously beyond corruption.

The question of how to elizit comm*tment in individuul
Army officers remains unanswered in generally applicable
scientific research. But one thing is certain: There are
as many answers as there are experiences in thie career of
the officer concerned. In some instances, it is bheyond the
power of the Army as an organization to influence commitment.
Therefore, it is all the more important for the Army to exert
positive influence when and where it can.
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CHAPTER II. THE AMERICAN SOCIETY IN TRANSITION

- Army officers who will be affected most by recommendations
resulting from the Review of Education and Training of Officers
have not been commissioned yet. These are the young men and
women who will begin thelr military service as offlcers in the
next 5 or 6 yesars.

Chapter I placed commitment in a common context with education
and training as one of the three interdependent, and equal, deter-
minants of officer effectiveness; and explained the important
role of individual value systems in human behavior.

This chapter identifies some significant socletal trends and
‘value shifts which are likely to occur in the American.society in
the next 25 years or so. To do so is important for two reasons:

To try to understand what the American society, of which Ameritcan
Army officers will be a product, may be like; and, equally impertant,
to try to understand what the view of that society might be toward
its Army. :

Situation

Erich Fromm expressed his concern for the seeming malaise of
modern man when he wrote:

While creating new and better means for mastering nature,
[modern man] has become enmeshed in a network of those
means and has lost the vision of the end which, alone glves
then significance—~man himself.

Preoccupation with man's vision of himself, and hence his
values, is as old as man himself. From ancient philosophers to
their present day posterity, generations have tried to find some
absolute mear.ing or truth to life, which remained constant regard-
less of the times in which they lived. Failing this, they sought ,
" to’ develop systems of thought which could serve as useful sSub- T
stitutes. F.A. Lange, a 19th century philosopher,: 2 jllustrates '
the struggle to find a philosophical compromise. He believed that.
knowledge tends to mold man's mind toward a more naturalistic ‘
interpretation of the world. He believed further that knowledge - .
tends to cause man to submit the world’s demonstrations to his
comparison of their relative goodness and ideality in terms of his
imagination's desires. Lacking absclute truth and the ideal
world, man substitutes value judgments for truth judgments.
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Alvin Toffler states that virtually all of man's actions are
based on predictions about future valuas. This point becomes
important when coupled with a second Toffler observation that
the rate of value change has accelerated .to the extent that
major shifts in the value system of a society now are apparent
within the sran of a single lifetime or less. Such acceleration
removes the comfortable assumption that valuves of future
gunerations will resemble those of the present one.3

disterically, value systems have beea importanmt links between
generatious, and generations have tended to be troubled when the
stabilicy of suct linitages for some reason has appeared no
longer to be reliable. Irving Howe may have been describing

such a situaticen when he wrote the following about the so-called
"lost generation.”

For writers like Hemingway, Fitzgerald, Cummings, and
‘the early Dos Passos there could no longer be any
question cf clinging to traditional vaiues. But more
important, there could not even be a question of

trying to find a new set of values: they were beyond
such ambitions or delysions; they knew it was their lot
to spend their lives in uncertainty, and the problem
that troubled them most was how to do this without
violating their feelings about courage and dignity.’

There are those today who believe that such a time has come
again., Causes are thought to be many and complex: The
exponential acceleration of technological change with which
today's citizen must cope, for example; as well as the transitory . ) \
nature of soclety, in which the average person today moves at least S
five times in his lifetime. Whether contemporary American B
society actually suffers from anomie or whether, it is making a
transition to somewhat different values has been argued-—by some,
fearfully; by others optimistically. In either case, the: fssue . )
of what value system will have meaning in the future retains its -
essentlal signific.nce, as man continues to substitute value judgments
for truth judgnents in this less than perfect world.

Changing American Vaiues

Patadoxiéélly, Americana in the next decades are expeéced to
become more independent and increasingly insistent for individual

 rights and prerogatrives, vhile their Nation is expected to become

increasingly dependent, internationally. Reflecting generations of
experience in the world's most affluent soclety, they also are

expected to becnme more oriented toward relaxation and toward

a higher degree of self-centeredness at a time when greater effort

in many important areas and a greater sharing of much of the

world's resources likely will be needed. Moderately slowing .

standard of living and industrial growch rates will make it increasingly

PP N .

Me1-17 o ;

AL D Bua M 40 4 =




difficult to satris Fy their wants, especially those of various
minorities and ot%er special interest groups.

By 1990, urbanization will have increased to include 90
percent of the population, as compared with 73 percent in 1980.
Migration into the southern and southwestern United States will
continue. Restrictions on immigration are expected to be liberalized
in the coming decaces, but illegal immigration probably will continue
to increase m:arkedlyr5 :

The foregoing trends, and others, may contribute to a
further blurring of historical regional societal differences and
of traditional differences between urban and rural popuiations.'
In contrast, larger groups of immigrants may be assimilated into
the larger society at a slower rate. These situations, if
they come to pass, may exacerbate a trend already identified by
some as leading in the United States toward a sense of loss of
community -and described by others as a growing sense of
rootlessness. Vance Packard theorized that such a rootless people
zay have a life style which develops into an unconcern for social
\onsequences. . -

In 1966,‘Nicholas Rescher conducted a questionaire study of
American values. The research was designed to study the change
in American values, as affected by scientific, technological,
demographic, and socio-economic changes between now and the year
2000 A.D.; and the nature, magnitude, casual mechanism, and
desirability of such change. Fifty-eight highly respected
scientists aud science administrators whose interests are oriented
toward the future responded to a special questionnaire. Their
responses reflected a large degree of consensus and can be summarized
in part, in the following general observations:

° A continuing commitment to American values (country,
honor, independence, probity, etc) was anticipated much along present
day lines, except for an increased emphasis upon social values and
a decreased emphasis upon religious values.

' ® A strengcheqing of materialism wae'ahticipated; as well
as 'a broadening from local to international perspectives and a
strengthening of intellectual cultural, and aesthetic values.

e Only three cases of anticipated value cbanges were

'regarded as desirable by less than half of the respondent3° decreased

emphasis on "self—reliance" and "devotion to family and increased
“emphasis upon "novelty."

The sample for this survey was small and the bias of the
respondents toward the "hard" sciences. Apart from these limitations,

however, the project is interesting beyond its findings because it
_ demonstrates the feasibility of such an undertaking.
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Using the Rescher research as a model, Orris Kelly, current
Chief of Army Chaplains, conducted a siiilar study at the Army War
College; when he was student there in 1973. One hundred and seventy-
eight. students of his. class responded to Kelly's questicnnaire. A
consensus considered the following '"core" values desirable:
economic security, self-fulfillment, law and order, equality and
civil rights, human dignity, and social justice. The Army War
College respondents also-~-

~ anticipated a decrease in emphasis on traditional
American values.

e perceived an increasing support for social values.

(Social injustice was expected to concern society more in the future
than individual injustice.)

] antlcipated a loss of support for such values as

devotion to family and patrlotism and for religious and spiritual
values.

e anticipated an eroding of attachment to human needs, such
as friendship and freedom, with a contrasting increased emphasis
upon escape, diversion, and amusement .8 '

Frank Friedlander believes that there is evidence that the
values and perspectives manifest in certain’ behaviors of the
youth in the 1960's are durable and should not be viewed as a
temporary and eccentric phase. To elaborate, he describes
three life styles he says are to be found in varying degrees in
the general society today and observes that there is an apparent
shift from the first to the second and third:

e The formal orientation, in which the individual needs to
receive direction from authorities before he acts.

e The social orientation, in which_individual action is
preceded by discussion and agreement with others, so that needs are
integrated and goals mutually agreed upon.

. ® The personal orientation, in which the individual. looks
within himself and questiong himself as to his own experience for
direction.

Table II-1 describes the behavioral characteristics cf each of
these orientations in greater detail. The'arrow across the top of
the Table is to show that an increasing propo:cion of people hold
social and personal orientations.

Changing American Views Toward its Armed Fokces

* Roger A, Besumont obscrved that
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. Americans. Military influence at the national policy making level,

-+..Since 1953 and the first really large establishment of
services in peacetime in America, the erosion of the hardy
flowers of professionalism has been mounting. The hostile
environment of fashionable criticism oriemnted to win votes
from some members...of Congress has not made a service
career more attractive tc many young people who lack to
the Congress for guidance in terms of their values. ..

To an important extent, the ability of military efficers to
achieve and maintain high standards of professionalism depends
upon the nature of the society they serve and the economic and moral
support ziven to them by that society. In the United States, such
support has followed a cyclic pattern of ebb and flow-——of
alternation between benign distrust or strident anti-militarism to
indifferent toleration or even positive support.

" Ronald Inglehart, in examining this cyclic pattern on. a
theoretical basis, advances the hypothesis "...(l) that peaple
have a variety of needs and tend to give a high priority to
whatever needs are in short supply, but (2) that they tend to
retain a given set of value priorities throughout adult life,
once it has been escablis hed in preadult years. 1

Samuel P. Huntington's overview of civil-military relatfons in
tnis country appears to support the Inglehart hypothesis. First,
Huntington characterizes the relationship between these two often
contending groups as.one of a "...changing pattern.of balance and
accomodation between the societal imperatives and the functional ones..."12
He describes the conservative realism of the American professional
military ‘ethic as having been traditionally in contrast to the
liberal, antimilitary consensus of the American society.

'From the point of our Nation's beginning through the period
immediately prior to World War 1I, the manifestations of the liberal,
antimilitary consensus persisted. It was an unsurpiising outgrowth
of the almost accidental unimpcrtance of military forces to a
nation piotecced'by geography and ignored, for the most part, by

- European politics. As & consequence, the small military forces

prior to World War Il generally remained outside the mainstream of
American society and received only occasional econonic, policical
or moral suppott from that society.

During the QOld War period, this situation changed dramatically,
as the necessity and utility of Armed Forces in terms of national
security and foreign policy was acknowledged generally by most

and the econor.ic and moral support given to the Armed Forces,
.incraeased correspondingly.

This Cold War petiod. as well, was followed by a dramatic shift -
of public attitudes which began in the 1960's. General support
was replaced by an antimilitary feeling described by professor -
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and occasional pollster Bruce Russett in 1974 as "...absolutely

unprecedented from the beginning of scientific opinion-sampling.
By 1975, however, this wave of antimilitarism showed sigus

of waning, and public attitudes toward the military have become
rwore positive in the immediate past.

nl3

Nevertheless, when cne returns to Inglehart's hypnthesis’
and studies the present situation in light of its implicatioms,
growing indications of a long term trend toward antimilitarism
become apparent. This can be observed not only in the United
States, but in a number of other Western nations also. In view
of the absence since World War II of wars that threatened the
physical safety of the national citizenries involved, these
populations, over time, have begun to shift their priorities to
- needs which, to them, seem in shorter supply.

Such beginnings of change, not surprisingly, are most discernable
among those who have reached adulthood sinée World War 1I, a
point of some importance if the second part of the Inglehart hypothe51s
is to be believed: Is there a set of value priorities being
established among these young adults which is likely to be
retained throughout their lifetime? The validity ot the
hypothesis remains largely untested.

In any case, many observers believe that unless, or until, a
situation comes along which causes a shift of priorities back to
support of military institutions--a major war, for example--the

gradual, long term erosion of public support for these military instit-.

utions should be antic1pated.

Implications

Value shifts predicted to océur among the general American society
during the next twenty years are important.to the Army today for
two reasons: First, because survey techniqués now have. reached a
stage where such predictions can be made with reasonable validity;
and, second, because having an idea of what the future will be
like in such an importaant area permits the Army to ‘prepare for it.

Value change research is part of a growing interest in fucurology
found among advanced societies throughout the world. Large
corporaticns frequently have futurologists as. a part of their
permanent staffs, and usually placed at a fairly high management
level. "Club of Rome" and "zero growth" are examples of futurist
phrases which have crept into the lexicon of miay -avcrage citizens.
The fact is chat the future is too soon the przuent, with all of
its implicaticns of accelerating change, to risk mere reaction .
to it. Yet, for all of this and as incongruous as it seems, the
Army rarely lonks ahesd to view the people of the future, despite
accustomed leadtimes of a dozen years or mwore for sophisticated weapons
systems. '

M-1-22




Values held by young people as they weigh career alternatives
will centinue to have an, important influence on whether or not they
perceive the values of the military profession as potentially
compatibl~ with their own., Those who eventually are appointed or
commissioned as officers will fulfill their military obligation
generally in consonance with the values they bring with them to
2fficer status., Those who remain in civilian life also will
view the Army and milita:ry service through the filter of their
own individual v:lues.

For the first group, those who become Army officers, their commit-
ment and their effectiveness will depend, in large measure, upon
whether or not Army life and work incorporates those conditlons—-
those values--these future officers cherish. Many social science
writings predict invreasingly independent and self-centered life
styles and a greater reluctance to accede to external authority.
Military leadership, in the traditional.mold, may not be effective
if these value predictions hold true. The Army's organizational
effectiveness program, commented on in Chapter III, is a step in
the right direction, but a more thorough examinatlon may be needed
of the Army officer of the future.

It is to the second group, those who remain civilians, together
watn the rest of American society, to which the Army must look for
support. To a significant extent, there is little that the Army
apprepriately can do to influence the degree of support it
receives from the American public. Nevertheless, it is important
that apparent trends in that support be recognized so that shifts
in the views of American socilety can be anticipated with
reasonable accuracy. .Presently, there are indications of a
probable gradual erosion of public support. If it came to pass
as unfortunate as it would be, it would be better for the Army to
plan for the coming decades with no illusions.
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CHAPTER I11., THE AMERICAN ARMY IN TRANSITION

Prcfessionalization of the United States Army Officer Corps |
probably took place during the 30 years following the War of 1812.+
In recent years, the professionalism of the ofticer corps--specifically,

its ethics, value system, and capability to lead has been questicned
‘and has ‘been the source of conflict and self -examination within the

Army. '

Symptomatic are a number of books and articles written by
present and former Army officers and by civilian military-watchers,
.and several scandals, in which military officers have figured prominently.
Symptomatic, also, is the apparent breakdown of trust and respect
for more senior Army members by their juniors. This condition has
been of such concern as to prompt several studies, at least two of
which were conducted by the Army War College: onea on professionalismz
and the other on leadership.3 Both confirmed the need for concern.

Compounding the dilemma are professional and socizl changes
taking place in the Army today which potentially could make more
difficult mesolution of the problems alluded to above. This
chapter identifies certain of these changes.

Situation

The Army officer's envirorment is made up of three parts: his
professional enviromment, his work environment, and his societal
environment. As a practical matter, the three are inseparable.
vut each, in its own way, adds a special dimension to the military

~career equation and, thus, deserves separate attention. The first
half of this chapter addresses each of the three environments
in tuzn. '

» The Professional Environment

Most today agree that the practice of military officership is
a profession. Both Samuel B. Huntington and Morris Janowitz have
written extensively on this subject, and it is perhaps upon
_thelr argumentation that the case for military professionalism -
most solidly rests. Both count expertise, responsibility, and
corporateness as the three characteristics which distinguish a
profession as a special type of vocation: both contend that the.
practice of military officership fits this three-characteristic
model.  For the uaifying and distinguishing hallmark of the
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professional military officer, Huntington has adapted Harold
Lasswell's "specializing in instrunents of violerce' to the
now familiar "management of violen.z2."

Professional Pluralism

Rather than employing the three-characteristic model of
Huntington and Janowitz, Zeb B. Bradford, Jr., and Frederick J.
Brown contend tkat the military profeSSLOn more properly should be
défined in terms of its uniqueness: The obiigation cf the military
profession for unconditional service to the lawful aut*ority of the
'state. They’ further contend that there is no need, with such a
definition, to ideatify a unifying, unique expertise such as
"management of viole-nice." These contentlons are precursive to
Bradford's and Brown's central issue: The need to include
under the géneral aspect of military professionalism any skill
necessary to the Army to fulfill its unconditional obligation
to the Nation.? Within Bradforc's and Brown's broader conceptual
framework, all military officer. skills can be included.

The apparent need of Bradford and Brown to broaden the military
professional philosophy to include a variety of skills which are
not exclusively military recognizes a irenc about which much has
been written in the recent past: The trend toward a more pluralistic
military profession. Regardless of whether or not it prompts
eventual consensus within the profession, the Bradford-Brown
thesis is born as much from recognltion of reality as it 1is from
persuasion of logic.

Intensifying specialization within the Army has made it
increzsingly difficult for individual Army officers to relate
their respective skills to a central, unifying skill and to
place these skills in a meaningful relationship to the many and
varied skills practiced by Army officers. ' The intensive
specialization demandad of officers is, necessarily, so absorbing
that it is difficult in an increasing number of specialties to
. find eitker the time or the context within which to view and
understand the overall relationship of Army career specialties.
- Another important.reason for the dilemma is the sheer number, -
still increasing, of the specialized skills involved.

The need for specialization among Army officers is real and
enduring. Nevertheless, specialization directly and indirectly
_tends to reinforce certain other trends jresent today in’ the Army.
If not counter-balanced, these trends could have a long term,
unfavorable effect on the professional cohesion of the Army officer
Qorps.

‘M-1e26




‘Army officer recently to write a letter which. is quoted in part

Calling Versus Occupation

In a utudy of the Army in 1990, the Strategic Studies Institute
predicts that, unless the economy of the country takes a downward
trend or the size of the Army is decreased significantly, the
value system of the soldier in 1990 will be such that military
service wilil be thought of more as a job and less as a way of life.6

Charles C. Moskos, Jr., elaborates on a simiiar prediection by
using three models: calling, profession, and occupation. Although
elements of all three models have been present from time to time,

‘he begins with the position that the practice of military science

traditionally has been more of a calling than of a profession,and
an occupation only to an insignificant extent. Moskos contends that
it is now moving increasingly toward the occupational model and
identifies two derivative changes in particular which he believes
are apparent presently in military social organization:

o The growing likelihood of unionization in the Armed
Forces; principally because military social organization has
moved in the direction of the occupational model, while much of
its membership continues to ‘expect the social supports of the
older, instituional model of a calling. -

® The increasing reliance on contract civilians to
perform military tasks, a consequence of which is that the
structure of the military system no longer encompasses the

. full range of ailitary functions.

Moskos' concern is how to "...adapt and reinvigorate the calling
aspects in a modern and complex military system..."

When an Army general officer wrote the RETO Chairman recently,
he addressed this same aspect of the military profession's uniqueness
by observing that it incorporates concurrently the features of an
institution, a profession, and a career. In contrast, in the
ministry or in the field of medicine, a career and a profession
are involved, but not necessarily an institution. & university
professorship, on the other hand, may involve a profession and an
1nstitution, but not necessarily a career.,

This general officer went .on to observe that this unique K : . i
aspect of .the military profession may help to explain why young
officers have so much trouble understanding the special ethics
associated with an'institution; as -~ompared with somewhat different
ethics associated with a profession; as compared with the far
different ethics ordinarily assoclated with careers or jobs.9

Apparently, a vaguely similar disquiet prompted a field grade

pelow:
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...We are losing sight of our purpose. We are
becoming quite proficient at resource management
but neglecting the fundamental discipline for which
we axist--the profession of arms. Granted, resource
management is certainly relevant today. But where
are Army strategists, writers, tacticians; i.e.,
‘soldiers in the classical tradition? Do we have
time for or foster ‘tnose attributes and qualifica-
ticns one needs to be a professional soldier? 1Is
the profession of arms in the classical tradition
relevant today? I believe it is very relevant....*

Professional Ethics

You must retain your own high sense of honor,
‘knowing thac you will not receive civilian
recognition to the measure you deserve, and
knowing that the severe antimilitarism and
moral upheaval of our times will test you
severely.11
--Richard M. Nixon, 37th- President,
in a graduation day address at the
‘U.S. Military Academy, 29 May 1971

‘the sad irony of these words from this Commander in Chief
speaks with silent eloquence.

Within the last dozen years or. so, there has been mounting
concern among Army officers relative to the apparent breakdown
in trust and respect for wore senior Army officers by their
juniors. Two separate studies by the Army War College were
manifestations of this concern: The first addressed profession -

alism; 12 the second, 1eadersh1p.13 Certain of the findings of
the first study are of particular interest here.

Officers of all grades perceive a significant differ
ence between the ideal values and the actual or cpera-.
tive values of the Officer Corps...There is also concern
among officers that the Army 1s not taking action to en-
sure that high ideals are practiced as wéll as preached..;
The climate...is one in which there is disharmony

between traditional, accepted ideals and the prevail-

ing institutional pressures. These pressures seem to

stem from a combination of self-oriented, success-
motivated actions, and a lack of professional skills

on the part of middle and ceninr grade officers....lﬁ"

The importance of ethics to any profeasion cannot be overstated
- They are the moral glue which binds members of a profession together.

They are the recognition of an essential resolve to provide a special’

service to society in accordance with high =tandards which do not
vary from time to time and from place to plnce.
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When adherence to the profession's ethical standards is
strong, a client can predict with .reasonable assurance the quality
of service he will receive, regardless of the professional
member from whom the service is requested, When adherence to the
profession's ethical standards is strong, there is reasonable assur-
ance that any member of the profession will represent his
client in a manner reflective of, and tittihg for, the larger
society of which both the professional and the client are a part.

These two points are important because, by definition, a
profession provides a service which is essential and which -
generally is unavailable except from a member of the profession
concerned. Were the client to be ill-served by the profession,

- to whom could he turn for the needed essential service? There
is, then, a moral obligation--a t:uét-*involved when a profession
undertakes to serve society; this is true in the extreme for the '
profession of arms.

The Army Code of Fthics exists in the example set by generations
of Army officers for those who follow them, for it cannot be found
anyvnere in writing. 'It is a product of the American Heritage, both
political and spiritual, aud of military customs and traditionms,
both Eurcpean and American. .

When asked, many officers probably would respond that they
understand the Army Code and the elhical conceptions associated
with.it, When azked to outline the code and its ethics, many
officers probably would include duty, honor, country, the motto of
the U.5. Military Academy, as part or all of their response.

If pressed further and asked how useful these three words are

to- them in specific, every-day situations requiring ethical
choices, most officers probably would be a least more hesictant in
their response.

Melville A. Drisko, Jr., did research in the area of professional

military ethics while a student in 1976-1977- at the Army War. _
College., He employed a J4-guestion survey to obtain the views of
a random sample of the afticer corps. The sample was comprised, of
three to four percent of the total officer population in each
"rank and in four other demographic categories. Findings are
summarized below. - - ' '

o Ninety-four percent of the respondents believed that the
subject of ethical behavior is an important issue for the Army
‘officers today; 77 percent believed that, based on behaviors
observed in fellow officevrs, ethical conduct should be more of an
issue than it is. ' ' ' '

® Only rarely or occasionally is appropfiate action taken

‘against officers who act unethically, according to 78 percent
of the respondents.
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® Relative to current Army training programs to develop
concepts of trust, honor, and integrity, 65 percent and 66 percent
believed that the Army school system and TOE units, respectively,
are wmoderately/very ineffective in their trainiag or that training
.5 nonexistent.

. e While there was a high degree of acceptance for duty,
honor, country, as an informal Army code, only 37 percent of the
respondents believed that these three words are moderately or
very effective as a practical matter.

e flightly over ohe—half (55 percent)Abelieved that the
Army should have a formalized professional code of ethics.

Recurring themes from subjective, narrative responsés to the
same survey are shown in Table III-I. 15

The Work Environment

Changes in the military work environment in the 1980's will come

-as a result of three interrelated changes: Changes in the orientation

of miljtary people, changes in military tasks, and changes in
military organizational structures within which military people
will perform military tasks. Each aspect is examined in turn in
the paragraphs that follow.

Military Péople

Decades of relative affluence since Wcrld War II have called
to question accustomed motivational strategies of the past not
only in the miiitary services, but in most major institutions
of society. Apparently, attitudes toward authority and toward
the values of openness, questioning, and candor are changing.
Certainly, there is less willingness to tolerate practices at
odds with these values.

A survey of work-life related values and preferences was conducted .

under Navy auspices in 1973. Respondents included a sample

-of Navy unit personnel and a national random sample of civilians,
‘as well., Study findings seemed to indicate that traditional .
American values of independence and material success are likely

to remain important at least farthe immediate future. The findingzs
dlso disclosed that, of six demographic variables, age and
education were the most important.

With respect to age, younger respondents. (whether officers,
-enlisted, or civilians) seemed to attach great importance. to
controlling one's personal life and avoiding entangling bureaucracy.
Respondents who were 43 years of age or older, regardless of
status, appeared to attach less importance to these aspects. On
the other hand," older Navy reapondenta valued more highly than those ..
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12.
13.
16,
15.
16.

17.
18.

19.
20.

21.

22,
23.
24,
25.

Table IiI-115 .

‘Recurring, Narrative Themes From Subjective Responses

An Analysis Of Professional Military. Ethics

THEME NO. RESPONSES

Ethical instruction needed throughout the Army
Ethics must start at highest levels

Need for a formal code

OER/Career Survival

Leaders must set exaiple

Lack of integrity in senior officers

Pressure on junior officer/unrealistic standards
Readiness Reports inaccuracies

More emphasis on ethics

Ethics can't be taught .
Don't need new codes; enforce ones we have
"Can-do" syndrome/"Zero defects"

Tell the boss what he wants to hear

Need to create a healthy environment

Ethics are vague/early socializa:ion

More selective in commission/ptecommissioning
training

Cover up to look good

Can't distinguish between military and civ/personal
ethics

Ethics are dictated by society

Ethical inscruction should be realistic

"Cover your ass' syndreme

Use the chain of command to enforce

No "freedom to fail"

Code is too USMA-oriented ,

Ethics are relative/dual standards
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who were younger service to one's country 2nd challenging work.
Respondents with more education showed less concern about economic
issues and more concern about having challenging work. These
respendents also attached less importance to service to one's
country and mcre importance to personal Independence. This

was true for both Navy and civ1llan respondents, 0

The for9301ng findings are consistent with Friedlander's
observations relative to life s:yles in Chapter II. He
predicts continuation of a shift already undervay from the formal
orientation to the social and personal orientation, with the
personal orientation becoming increasingly prevalen: in ihe long
term. (For a description of the three life styles, see Table II-1,

Chapter II.) The foregoing findings generally are consistent with
the Rescher research findlngs (Chapter I1), as well.

Military Tasks

The changing nature of tasks is a direct result of recent
decades, and the rapid technological changes which have made them
decades of relative affluence. . Friedlander predicts that tasks
of the 1980's "...will tend to increase in complexity, uncertainty,
and changefulness....,’”" whereas, the relatively simple, 'certain,
stable tasks will decline proportionately.l7 Table IIT-2, extracted.
from Friedlander's work, elaborates on hisApoint.IB The Table
describes extreme polarities for the sake of clarity. Most task
characteristics, cf course, would be found somewhere between the
two extremes.

It is apparent from Table II1I-2 that, as.tasks become more
complex, task activities become more unstructured, more r svel, and
less defined. Communications become more a matter of diffused
interplay; task definition, more a matter of a search process; and .
decision making, more complex and less categorical. Friedlander
contends that "...any organization whose progress is potentially
linked to technological and social advances within its environment
will be increasingly affected by...[the environment suggested by
. Table III-2]...'% : ' C

Military Organizational Structures

Organizational structures are the connections between the
tasks to be performed and the people who will perform them.,
Earlier portions of this paper have described changes apparent
in individual 1ife styles, in which the orientation increasingly
is toward participation, collaboration, integration, and consensus;.
in which the emphasis, increasingly, is on direction from within
and a time perspective of the present, rather thah the future. .
 The preceding section described tasks as becoming less predictable,
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less defined, and less stable.

Table III-3 outlines how Friedlander views the link between
changing life styles and the increasingly complex tasks, as
compared with the more traditional,bureaucratic organizational
structure.?9 The arrow across the top of the Table shows that
an increasingly organic structure is made netessary by the ,
changing nature of tasks. Friedlander believes that .the bureau-
cratic structure depicted in Table I1I-3 will fall far short
of responding to implications of changing life styles, as
well as being inadequate in terms of increasingly complex tasks.
While there will still be a need, to scme degree, for bureau-
cratic strucztures, the flexibility of employing organic
structures will be needed more and more, as well.

Organizational Effectiveness in the Army

In response to the social and technological changes described
in pieceding paragraphs, the Army has begun to institutionalize
an organizational effectiveness (OE) concept which draws heavily
on the experience of industry over the past Z0 years in organiza-

‘tional development . (CD). The step was taken after 3 years of

study and several pilot projects. Results showed.that Army
effectiveness could be enhanced by applying certain behavioral
and management science skills and techniques.

Institutionalization of the program is proceeding toward
an Army-wide capability through selection and training of organ-
izational effectiveness staff officers, allocation of approp-
riate manpower authorizations, and an active education and
information 'program. A new Army Regulation (AR 600-76),
establishing program policies and objectives, already has been
distributed throughout the Army.2l

The Societal Eﬁvironment

The military society is changing. Many of the pressures
for change arise out of changes in the larger American society; o
some are peculiarly military in origin. Three of the most impor-
tant areas of social change in the military community have been .
selected for addressal here: the military family.and Blacks
and women in the Army. : '

" Other changes, not so prominent yet as the three selacted,
are likely to require increasing attention as time passes and
deserve to be noted here. One is the possibility that more
military families will be ones in which both spouses are en |
active duty; or in which the husband qualifies as a military
dependent. Two changes involve single Army officers, who are
becoming less willing to accept what they perceive to be the

. comparative inequity between the entitlements of a married

M-1-35

s ° [ R
e . - R kA
o D o .
Y seaxe . LF




officer and a single onej and single Army officer parents,
whose impact on unit readiness glready has begun to be
noted.

Another change which merits mention here is the steadily
increasing size of the American Latino population, especially in
certain areas of the country, and the special, bilingual
implications that a larger military Latino population night
involve.

The Military Family

"...[Tlhe family more than any other major social institution
facilitates social change. by adapting its activities and structure
to the changing needs of other social institutions and to society
at large. This probably is as true in the contemporary
American military society as it is in the larger American
society. A supportive, contented family life contributes importantly
to a military member's effectiveness as a military member; a home
life beset with problems and stresses, on the other hand, is a
significant distraction. Beyond the question of effectiveness, it
is likely that many military people have left the service because
they are unable to arrive at a satisfactory family adjustment within
the military enviromment. In short, the family is an increasingly
important factor in the equation of the successful modern soldier.

This was not always so. In fact, the large mumbers of married
service people with children and the larger family size is a
relatively recent military condition. When the 20th century began,
very nearly the only married active duty people were older officers,
anc¢ the numbers of these were insignificant. Since then, the
Armed Forces have changed gradually from a population of
mostly single people to a population who are mostly marvied.
Moreover, officers have tended progressively to marry at zan
_earlier age. By 1974, 83.1 percent of American Armed Forces officers
were married, with 1. 75 children per family. The children tend"

*to*be"younger than their equiyalents in the general population.
The basic social unit for a large'-ajority of military officers now
1s the family.

Life on Army posts 1n the early 1900's became somewhat "léss
isolated because of the railroad and the automobile. Nevertheless
life for the officer's family at these installations was hard. Living
accomodations often were severely inadequate, and few posts provided
even schools for the children, It was not until World War 1 that the
first system of family allotments was initiated, for example, as
a permanent Army service to officers' families. It was not
until 1942 that these benefits were expanded to include monetary
provisions for dependents and some olistetric care.. Until the
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relatively recent past, the Army was ambivalent with regat& to any
. obligation toward the families of its officers. Scme of that
ambivalence may persist today.

As dramatic as scme of the changes have been over the last
century, certain of the significant stresses on the military family
have remained unchanged. One of these is the frequent relocations,
which are characteristic of military service. Much of the
study conducted in the area of residential instability has been from
the standpoint of mental health. It has been found that such mobility
is particularly stressful for wives and for adolescent children.
Adolescent children tend to place greater importance on their
peer~group relationships than do younger children. Wives often
are called upon to assume both parent roles during the separations
assoclated with freguent moves, which tends to foster matriarchal
family structures. '"The military shares the dubious honor with
a few other occupational groups and institutions of being a pioneer

in the trend toward parental absence that has emerged in cur society..."23

Much has been written about the officer's wife; much has been
written for her. 1In the latter category are the pamphlets
which occasionally are provided to her to explainm her role in
furthering her husband's career. It soon becomes clear <o her,
whether or not she intended to do so, that she embarked upon a
career at the same time her husband began his. Although the
traditional life of the officer's wife is not without intrinsic
reward, it is not an easy omne.

Ellwyn R. Stoddard and Claude £. Cabanillas conducted a study
of the social stresses encountered by the Army officer's wife and
made the following observation early in their study report:
"...IT]he expectations of their [wives] involvement in the
officers' careers are based on the pre-World War II codes, which
were mostly applicable to senior officers, who were the only ones
to enjoy an on-base family,'"24

Stoddard's and Cabanillas' research was conducted between 1972
and 1975 at two major Southwest military posts. Empléying focused
interviews, data were obtained from 50 permanent party officers’
vives. Findings showed that an Army officer's wife experiences
a continously increasing level of role stresses througnout the
first half or so of the husband's career. Then, depending on
the perceived future career opportunities open to the husband,
the role stresses may continue to increase or diminish. Events
which forestall future opportunities or decisions to retire are
.accompanied by a marked and rapid decrease in role stresses.

. Another .of Stoddard's and Cabanillas' observations merits
attention here: . :
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«.+[Glradually the instability of marriages and family
disintegration so very evident in civilian life is
becoming common to military personnel as well. In
addition to this, the growing influence of the Women's
Liberation Movement in trying to destroy the demeaning
female stereotypes of the past and give a new positive
image of independence and self-respect is not lost on
many officers' wives, who review their own
circumstances in the.light of this new perspective.

It could well be that the future strains within the
Army's organization will not be those of race, ethnicity,
and sex integration of military personnel on the job,
but rather those developing in the hoggs of military
personnel between husbands and wives.

In the present and increasingly in the future, the manner in
which officers' wives are encouraged to define their respective,
individual roles: in the Army community will have a profo-nd
effect on the commitment of their Army officer husbands, as
well as on their own. Certainly, there will continue .to
be those women who choose to share their husbands' careers in
the traditional manne.. Innovative ways to permit such traditional
participation to present personally rewarding and stimulating
challenges to these women will be needed. There will be an
increasing number of women, also, who will prefer to pursue
careers of their own, without being divorced totally from the
camaraderie and sense of community which Army life can offer. For
these women, an environment which does not impose social demands
impossible for them to meet and which implies no recrimination,
either for them or for their husbands, likewise will be needed.
The life of an Army wife is no longer the reflection of the -
iife her husband has chosen; it is one she chooses for herself.

In terms of the total military family, intensifying .
specialization of the officer, increasing scarcity of funds to pay
for relocation, and the military advantages of decreased personnel
turbulence argue ror fewer and less disruptive family moves.

Greater residential stability would reduce the stress on the military
family, as well. The time well may have come to bring these
competing considerations to a mutually beneficial accomodacion

by reducing the number of milicary family moves.

Blacks in the Army

. '‘Military service of American Blacks extends back almost three and
one~half. centuries. Blacks have fought in every Amevican war -

except for the one fought with Mexice and including all the colonial

wars.. They were included in organized recruiting efforts during

the Revolutionary: whr, the Wht of 1812, cnd the Civil War; although
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Placed specific responsibilities for its implementation on commanders

1970's. The figures in Table IXI-4 illustrate.

during and following the latter war, Black soldiers were assigned
only to segregated units .27 _ )

Blacks responded enthusiastically to draft calls during both
World Wars, but it was the prospect of their'resietance against
a new draft law following World War. II which prompted desegregation
of the Armed Forces. Facing a hotly contested presidential election,
in which the '‘Black vote was critical. and the threat of Black non
violent disobedience of the newly enacted Selective Service Law,

President Harry S. Truman desegregated the Armed Forces by
executive order in 1948.28

In the Army's case, integration was resisted strongly by its
uniformed and civilian leaders until practical necessity for troops
to replace Korean War casualties in the front lines forced
integration of many of the Army's combat units by late 1951,

"By the end of 1954 segregation had been officially eliminated
from the internal structure of the active military forces..."

"...[Tlhe Army's greatest sin, during the 1960's, was probably
one of complacency rather than the actual fostering of discriminatory
practices.”30 By this time, the Army was committed officially
as an organization to equal opportunity for Blacks, but its efforts
were' decentralized, mostly crisis related, and often ineffective.
This was complicated by widespread racial unrest in the civilian
population, which, not surprisingly, became man